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OP INSPECTION ISSUES

)

Kﬂ.f

ISOLATED PROBLEMS D o /Y 7{0

_
- Background

-~ A number of comp]alnts were encountered in the customer
_survey that are regarded as isolated problems by the. Inspect1on Team.
It is not intended to include specific mention of these in the 02
Inspection Report or to take further action beyond passing them
informally to the OP for their consideration and, i% appropriate,

corrective action.

- QCustomer Pefcegtﬁoh » .

- There is a freqqent1y held opinion that some OP dpprovals
are now required on minor matters where decisions are actually made
in the components. This generally causes extra paperwork and expends
time unnecessarily. Examples given by various compqnents included .
employee placement actions, personnel actions, and actions involving
shortened overseas tours. OP investigation {nto these, and ﬁerﬁaps "
other cases, could lead to changes reducing somewhat the bureaucratic
aspects of OP activities.

~ . Some component managers indicated a desire to receive
more information than they now have avai]ab]e on new deve]bpments in

managerial techniques. It was noted that Aqency sources of such

“information are now limited to OTR and occasionally OMS and that there

appeared to be 1ittle OP contribution to these issuances or to OTR

management courses. OP could investigate the feasibility and desir-

abi]ity'of assembling and providing such information to component

manaJ‘I-""SApproved For Release 2005/07/12#5} RDP82-00357R000300030001-9

LONRDD

o Rt e



BUREDENTY o
Approved For &g]ease 2005/07/12 : CIA-RDP82-09357%00300030001-9

-~ The recruiting and applicant proceésinﬁ system is a
subject covered separapfly in this IG survey. A number of isolated
problems associated with this system were raised during the customer
survey that will not be covered specifically in'the broadér investi- ;

gation, however.

--= A numbér of component managers in the.DDO believe that
recruits for the CT program tend to be overqualified academically
and underqualified in the pergona1ity éharactefiétics‘typicai'
of a good salesman. They recognize that this is the way'iﬁ"
which DDO has specified fequiréments and.is a product as well
of a very Targeff1ow of applications in comparison with the
number of positions available. It may be.;dvisable for OP to

- take the iniiiative in reviewing these-réqdifements_with
responsible DDO officials, however. As an Aside, the practice
of acquiring very large numbers of applicant files in 6rder to
select 30 or so CT candidates per year appears inefficient.

- Requirements for the arrival of PATB test results to
cooincide with the receipt of app1icat%ons.in Headquarters fis,
'in the view of several recruiters and some component heads,
a signjficant contributor to delay in the recruiting/processing
sequence and probably costs the Agency some good applicants.
It may be worthwhile for the OP to review these reqﬁirement; E
~with operating components to see if the test can bg disp%EFed

with or its timing delayed so that it does not hold up the

whole process.
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--- Some adverse comments were received concerning handling

of applicants by the Rosslyn office. 1In one case a supervisor

cited instances where applicants left the office with the

impression that theirapplications were to be put in process,
when 1in fact there was no such intention. ‘Another component
indicated that Rosslyn was guilty of objectionable handling and
evén turniﬁg away-part-time clerical applicants who had beenv
Tocated by the component and encouraged'to apply, and who had

written evidence to that effect. Some qhéckiﬁg by OP of the .

appear to be desirable. E -,

~~--  Several superﬁﬁsors questioned whether the Agency was

~modifying its policies on app]itént‘rejections based on marijuana

- use or cohabitation at a rate consistent with the changing social

Qiews of these problems. It is recognized that OP 1is only qné .

pafticipant in dscisions on such matters, but the Office shou]ﬁ |

be aware of this view. . | |
--- One supervisor believes that insufficient pay drives

many Coop app?icants away. Another supervisor suggests that 0P

may be understaffed in the Coop recruitment area. This supervisor

also feels that the OP Coop program has been slipping of_]ate,

with a number 6f pedestrian but important proplems faced by . §

the Coops being unheard. It should be noted in connection with

these suggestions that the Coop program is widely regarded as a

great success. ) ' _ ;

3
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--- The summer intern program is also’ regarded as a great

success. One supervisor suggests that the administration of
this program is too complicated. He notes that processing now
requires Tonger than the 5-6 weeks that used to be sufficient. -
-~~~ One superviSor feels that the OP should develop a
" better and standardized system for processihg incoming occubants
of special accommodation slots in fhe Agency. Thése are slots
' be]onging-to NSA, and in the future DIA, whose incumbents work
full time as integrated personnel in an Agéncy component.
VApparehtly OP lécks an established procedure for in-processing
and managing incumbents of these positions. _
. - It was noted that f111ng pract1ces vary w1dely at the .
severa? field recruiting offices. It is not clear that unmform
‘fi1es are needed, since the files are temporary énd for locaf.
use only. Some uniform minimum standards and procedures m1ght
be desirable, however.

- Handling of Personal Service Contracts was.generaT]y
~praised. The General Counsel believes closer liaison with his
office is needed for non-standard contracts to insure their
1ega1ity.‘ The Office of Finance would 1ike more standardization
among the contrécts to simplify OF problems and suggested that
paperwork could be aQoided by including provisions for step
increases and the 1ike in the contract. Incidénta]]y, mgétl
superviéors were asked their views on moving the hard personnel

files on contract employees to the Office of Personnel and

' esentially no objection to this proposal was encountered.
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ARPrTl-e RP 138 Was accorc? d the Central Processing function.

A number of minor comments were encountered, however,

| ---  Four supan1sors felt that Centra] Processing was slow
and cumbersome in hand]wng necessar1]y short lead-times for some
foreign travel requests. This comment was not reflected by
other supervisors, however, and two of the.four who made thé'
‘comments do not use Central Processing for such travel.

-

--- Several supervisors suggested that the mesh between

STAT
Central Processing and is inadequate. o

One suggested assigning a CCS man t6 Céntra]fProcessing; another
suggested aSsigning‘an OP man to CCS. |
-—— Several superﬁisors mentioned occasional pfobiems with
obtaining "1sas through Centra] Process1ng It is suspected '
that the respons1b1]1t1es for obtaining the visas are not clearly
defxned]or perhaps, made clear to the traveler. In th1s
A connéét1on one supervisor suggested that Central Processing
~ provide speciaT‘counselling for travelers making their first
. trip overseas to be sure that they understand wh1ch of the trlp'
preparat1on functions they are responsible for
~~- One supervisor suggested that Centra] Processing main-
tain information on recommended hotel accommodations in foreign
countries. - .
-~ The Insuranée Programs were widely prafsed and the few | . -~
criticisms were relatively low key: ™~
-~~  Many éomponents indicated that the claim pfocessing

time was lengthy on occasion, but none appear to feel that it

was a very serious problem.
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-~- Some components felt that more. information and instruc-
tions to the field, particularly the Handbook now in preparation,
are needed. It was also suggested that support people going
overseas be better instructed in insurance procedures.

--~ There were several suggestions that the claims repre-
sentat1ve in the Insurance Office be present for longer perlods

~than is now the case. It was noted that severa? of the suggastors

-
.

did not understand that they do not have to see this representa-~
t1ve in order to file a c]a1m. Better communication with customers ;/’/{
.'and perhaps 1nstruct10ns posted on the wall of the Insurance
.Off1ce would c1ear]y help. - |
~-~ One supsrvisor duggested that he would find a machine
run of component persohne? who are not covered by fnsurance very
usefui during insurance open seasons.

-~ The Credit Union was verwqwe]l regarded Almost the on]y

suggestion was that expansion of (the hours of operation at the

25X1 pffice would be useful.
| -~ One supervisor suggested that the Agency needs a standard
po]fcy governing the use of Federal space, people, and money for
sérvicé functidns such as the Credit Union, Insdrande, EAA, PSAS, and
the like. Each now has a separate policy and he feels that a more
general set of ground rules would be more defensible if this support
is attacked, as it was in the case of the VIP proéram. o

-~ The Agency Awards Program was widely praised. Several

supervisors felt, however, that it had tended to bzcome routine and

6
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tion is excessive.

- The_Specia] Aéti?itiés Staff was widely praiﬁed for its
performance in handling forced separation actioné. One supervisor
criticized the openness in hand]ing such actions and felt that SAS
interest in a person should be moré closely held. Another supervisor,
hOVever, felt it usefu] that Agency activity in separating 1neff1c;ent
emp]oyees receives such occasional Tow key advert1sement. Still
.another supervisor indicated that the Spec1a1 Act1V}t1es Staff got
somewhat out of step with OP/0GC planning about the Schlesinger’ RIF
It appears 1ikely that that complaint deals with water long over the
dam, however. . - . ™ |

- Somé supervisors ;riticizéd the practice of disseminating .
only adverse exit interviews. They suggest either that all or néne
of‘fhe exit inte%views be distributed. |

. =~ The Chief of Division D/DDO is concerned that r)gulat1ons
~governing extensive TDY tours need review and revisior{ More details
can, undoubtedly, be cbtained from him. 74 .

-~ One supervisor, in talking about outdated QP machineAruns,
pointed out that he was periodically queried on the basis of‘data
two to three months old about personnel OVeragés which had iurned‘
_into shortages before he ever got the questfon. This is primarily a
" product of out-of-date reéords, but some steps to insure a check of

current information before such queries are made would probably help

0P customer relations.

S
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-~ 0One customer suggested that OP and the!Qffice of Security

get together and devise-a s1ngle form for FECA reports caovering on-
duty accidents. Apparently each office needs the same information and
now requires it on two quife different forms.

-- One supervisor is concerned about ihe inclusion of a

considerable amount of EYES ONLY material in hard porsonnel files and

suggests that this pract1ce be examined. B ' .

—— _The Deputy Director of the Office of Finance believes that'
op is'not keeping~sufficient1y up to date on changes in'C{vil Service
regulations. OP is suppo;ed to report such changes to the Office of
Finance and some have 'a considerable affeéi'on the OF work load in
FSLA or pay or leave computations. - |

- There was some praise and some complaints regarding the

qua11ty of personnel careerists serving in components. The most
common complaint was that the careerists were more interested in

‘paperwork and mechanics than in people and policy and were rarely of (if/7

use in advms1ng component persocnnel and managers on personnel matters

broader than mechanical details.
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"Questions to be Answered ,

-~ What are the desired end-results of position management
‘and compensation activities (e:g., Grade-creep control or.réversa]?
Insuring uniform pay for uﬁiform work?) and by what alternative
means might these be achieved?’

-- To what extent can the Agency exercise options with
regard to whether, to what extent, and by whom position cohtrol _
functions are performed. In other wordé what is required by
’1aw, by Civil Service pract1ce, or by Agency policy? .

- =-  What efforts have been made to deve]op Job grade standards
based on Agency exper1ence and practice rather than on pract1ces
'fol]owed by other agenc1es? .

-- What efforts are being made to develop grade standards on
the basis of practices outside the Agency for new types of jobs
with which the Agency ﬁas had 1ittle or no experience? Are there
means by which a component can ask for and receive well researched :
guidance dn such problems?

-- Why do position surveys required by reorganizations require
*very long times to accomplish? ‘ .

-~ What efforts are made to acquaint PMCD jnspectors with the
" real job content of non-standard professional jobs in the Agency?

| -- What would be required to keep posftion authorizations and
position control registers up-to-date?

-~ What is the profile of persbnne] now assigned to PMCD.
with regard to experience elsewhere in the Agency, length of
time working position classification jobs, and education énd con-

tinuing training in position control functions?

' Approved For Release 2005/07/12 : CIA-RDP82-00357R0003(‘0030001-9
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-- What are indicated in the job descriptions, letters of

CtACRDP82-00357R00Q3p0030001-9

instruction; and fitness reports for PMCD personnel as the

principal factors affecting success or failure?

Approved For Release 2005/07/12 : CIA-RDP82-00357R0003¢0030001-9
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- Questions to be Answered

-~ Can the APP be modified to become more acceptable and
useful? - | . | '

——— Whaf are-the intended_end-uses of the report? .

(Are there'binding legal or at least cosmetic requirements‘
for it?) -

—-- What other uses might it have?

--- What, if any, information now cqntained is of minqr
importance to the principal end-uses?

——- Can a modified APP report be made useful, with
education and salesmanship, to.component or at 1e;;; Directorate
managers?

--- How éan the problems of late and changing preparation
instructions be so]véd?

" ——— Can ADP be used by OP on information now held by OP
- to relieve components of some preparation "tasks?

---~ Has the bCI been told about the manpower and attitudinal
costs involved in its preparation and that components and
Directorates find it useless in its present form?

S TI7L. should_the PDP be modified in form, content and/or _ """\

application to broaden its use? o

\
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--- Does the record of accomplishment versus objectives .

to date indicate tﬁet p]ané were valid and achievable?
~-- Has there been a change in part1c1pat10n in appropriate
OTR courses attributable to the PDP? '
-—-" Is the PDP used, or could 1t be used, to refine OP
OTR and budget p]ann1ng?
| --- Do feedback channels exist to collate and act on
component and career service suggestions about the report? )
--- Does the report contribute usefully to OP data banks
on personne]'matters? If so, how are the data used in personnel
pol1cy planning? - | |
what other comp11at1ons of Agency—W1de personne] data are ;:}
" now produced by 0P2 77 T |
--=- Is the information compiete and current?
--- Is the.existence and potential use of these cdmpi]a-
tions advertised to component managers?
~-- Are analyses made of such compilations to identify
significant differences, including inadvertant inequities, in
. hahd]ing personnel by the different Directorates?

--- Are additional useful compilations planned?

CONCRTIAY
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;:ﬁuéstions fb be Anﬁﬁered -

-- How does the OP check on the adequacy of its hard
- files on personnel and what quality of-filing acéuracy and
timeliness do these checks reflect? (Is a random spot check

hy.the Inspection team needed?)

-

-~ What is needed to make biographic profiles usef&]?

~-~ Are all significant available information -

sources being exﬁ]oited (e.g. OTR, Honor & Merits, etc.)?

——- Will forthcoming ADP capabilities eliminate the

need for manual maintenance?
“/

-- "What, if anything, is being done by the OP to improve

Fitness Reports?

-~ Should the "skills bank" be improved by greater
effort, altered in scope and purpose to permit adequate

maintenance, or abandoned?

Approved For Release 2005/07/12 : CIA-RDP82-00357R§00300030001-9
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---  For what customers and what end uses is the
information compilation intended? (How are customer

perceptions of ‘their needs determined?)

--- Are all significant available 1nformat1on sources

being exp]o1ted7

--~ UWhat Tevel of effort (cost) is now involved in
maintenance and how much will forthcoming ADP capabilities
. help reduce costs and improve the product? '
-~ Are problems with the PCR timeliness whol]y:attribu- |
table to the time now_required for_PMCQﬁreview of organizatfoéa]

-

changes?
-~ Why are both monthly and euarterly reports prepared?

--- Could a monthly report better suited for component

use be produced? -

- Exact]y what capab111t1es are expected from the MAPS

system, and when will these be available?

-

~~- Which capabilities are intended for direct

component and career service use?

--- What is being done or planned to advertise
these capabilities, educate components in their ﬁgfentia],

and demonstrate their effectiveness?

Approvéd For Release 2005/07/12 : CIA-RDP82-003ﬂ7R000300030001-9
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~-- What new capabilities will OP have to provide

needed ma;agemenf information to senior managers and to

formu]ate_and support personnel pd]icy recommendations?

Approved For Release 2005/07/12 : CIA-RDP82-0035%R000300030001-9
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- Questions to be Answered
| -~ How and at what stage does OP become aware of needed moveQ
ments?

--- Do many cases pass beyond solution before OP learns of

| ‘them? ' - o C
--- Are any OP initiatives planned to improve information - ~
flow to OP from components, career services, and individuals?

-~ How does OP determine where in the Agency particular talents

can be usefully employed?

Approved For Release 20_05/07/123;,%%;5 P82-00357R000300030001-9
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-~ How are competent people needing movement brought into the
zone of consideration for job vacancies on at least an equal
competitive basis withlnew‘appjicants?

--- How does tﬁe vacancy notice system work? Is more
uniformity desirable? Can feedback be providéd to rejected
‘app1icants? » .

- What, precisely, is done by OP when an individual or manage-
._.ment indicates that movement-is des%rab]e? (Of what does "file
.shopping“ consist?)

-- What means exist or coqu:be deve]oped for temporary relief
- of slot cef]ings fhaf might prevent movement on a tria?'bésis,
movement fpr experience acquisﬁtidn with a p1aﬁ;éd return to the parenﬁ
component, or movement to fill anticipated but currently unrealized
vacancies?

- Ié responsibility and authority for internal piacement, _ '
appropriately assigned and delegated with OP? .(Do the people workiné -
on “"placement® do other than ratify and record decisions of othersz)

-- Are greater, lesser, or simply different provisions madé

for internal movement of clerical personnel than for movements of

-professionals?

Approved For Release 2005/07/12 : CIA-RDP82-00357R000300030001-9
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- Questions to be Answered

-~ In what ways do OP act1v1t1es affecting c]er1ca] people
‘differ from their act1v1t1es w1th respect to professionals and why

are such differences maintained?

-- Ié there any centralized data bank that identifies secretarial .
vacancies by grade and secretafies who shou]d'be considefed for
movement into higher grade vacancies? | -

-~ How does the vacancy notices system work for clerical personnel
and what are QP's activities in this system? -

-~ How do grades ava11ab1e for clerical jobs, such as Records‘
Management, compare with grades available for secretar1e57

-- Have studies been made to see if @gency sécretarial positions
differ in 5ob content, responsibility invo]ved, and knowledge required
_ from secretar1a1 positions outs1de the Agency? .

- What basws, other than the grade of the supervisor, is used
in other organizations to determine secretarial grade? 4

-- Is central assignment, promotion and career management of

some-or all Agency clerical personnel desirable and feasible?

Approved For Release 2005/07/12 : CIA-RDP82-00357R000300030001-9
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- Questions to be Answered

-~ What capabilities does the OP have to méet oné of a kind
-and other specia1ized'recruitment needs? (What might be done to |
improve these capabilities?) |
| Ce—- Is component participation in recruitment aétivfties
the best way to meet these needs? ", | |
Z—- Is recruiter participatioﬁ in these efforts‘necessany
ahd desirable? | |
- Is the clerical shortage a recruitmént or an assignment
problem? | |
-- Is it feasible and reasonable to allow components to
interview clerical applicants before assignment? o
-~ To what extent,.if any, could improved recruitment and
screening reduce the high turnover rate among new clerical employees?}
-~ To what extent are clerical shortages attributable to ﬁhe
seasonal availability of clerical applicants?
--~ Are practical means available to smooth the flow?
-~ Are means available to increase and iﬁprove the qua]ff& ‘

of the flow of Black and Hispanic applicants?

Approved For Release 2005/07/12 : CIA-RDP82-00357R000300030001-9
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- To what extent are recruiters in the f%e]d contributing
to a favorable public 1@age of the Agency?

—-  How, if necessary,. can applicant processing systems be
made more flexible and rapid?

-- Is the present balance between TDY and PCS recruiters best
suited to Agency needs?

-~ Are improvements in requirements, communications with
. recruiters and/or education of recru%iers needed to improve the

recruitment process?

-~ Are the dollar costs per EOD of the recruitment process
| reasonably comparable to expenditures by similar. government or private
organizations for these purposes?

-~ 1Is extension of the probationary period for Staff employees

to periods of two or three years feasible and desirable?

-—= If not, is initial employment on a contract basis
acceptable for those components desiring a longer probationary

period?

--- Should such initial contract employment be more widely.

practiced in the Agency?

Approved: For Release 2005/07/12 : CIA-RDP82-00357[R000300030001-9
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-~ Questions to be Answered

-~ Do comparable government agencies do more, less, or about

the same as CIA in helping departing employees find new employment?

, Approved For Release 20 WMESZ-OO3S7ROOO300030001-9
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-~ Exactly what services related to helping department employees

find other employment are now provided by OP?

Emp1oyment counéel}ing at Headquarters and overseas?
SRR -.' Provision of vocational training opportunities?

-==- Direct assistance in arranging possible employment

contacts for employees?

----- Making use of CIA component (e.g. DbD, Recruitment
Div.; osi, ORD, others) contacts with industry, .
universitiés and government to identify emp]oyment
opp;;tunities? | '

Cm—— Provision“of advice to individuals (ahd if necessary,
pressure on components), to help generate useful

unclassified descriptions of pertinent classified

activities performed in the AQency by the employee?

=== Efforts by OP to establish and maintain contacts
‘with professional head hunters to keep current with
their needs and to acquaint them with our outf]bw of

very competent people?
».===  (ther efforts?

.-~ HWhat is the Agency record, if one has been kept, on out-

placement achievements?

Approved For Release 2005/07/12 : CIA-RDP82-00357R009300030001-9
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-~ How are the out-placement services now available advertised
to interested,Agency'pe?sonne] in Headquarters and overseas?
(Do OP organization titles or other indicators suggest the

existence of more service than is provided?)

-~ Are special out-placement efforts made to make involuntary

separations more palatable?

 —- What are the costs in manpower, money and risk of public
misunderstanding of the several ways in which out-placement

services might be enhanced?

Approved For Release 2005/07/12 : CIA-RDP82-00357R000300030001-9
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- Questions to be Answered

-- Qo files mantainéd on American citizshs involve risks of
being, or appearing to be, i11egal or inconsistent with CIA's Charter?

-—= For what purposes are each type of file maiﬁtained?

~—— What kinds of information do they contain?

——- How long are they retained and what is their ultimate
dispoﬁition? -

'.--7 Is the information contafﬁed shared with other govern-
ment agencies? '
--- What laws or Executivé Regulations exist to justify

the maintenance of such files?

--- Are any uses made of applicant files {e.g. by CI, FR,
etc.f other than normally expected use of such data? Are such
uses justified by results and legal? i

--- 1s the OP contemplating changes in its policy regarding

file maintenance or disposition when the prohibition of file

distruction is 1ifted?

Approved For Release 2005/07/12 : CIA-RDP82-00357R00030‘J030001-9



LUli{ipianasess
. Apprgyed For Release 2005/07413 - GARPES2:0035IRA0AMEP30F0 bferat ions

negotiated and administered?

-~ To what extent, if any, are special CIA relationships

with private f1rms, such as proprietary or contract re]at10nsh1ps,'

used to advantage in accomplishing unrelated ob3ect1ves such as
former employee placement or recruiting? Are any such CIA activities
signif1cant1y d1fferent’from practices of other government orggn1za~
tions? - | ' ' | - S

'—5 Does the OP maintain relationships with 10ca1 po]ice, other |
Tocal government organ1zat10ns or private concerns to aid in cases of
employee persona1 emergenc1es? If so, what is the character of these‘

' re]at1onsh1ps7 | B : .

-=  How does OP mon1tor travel and househon good sh1pment
pract1ces to insure that undue favor1t1sm in selection of vendors
does not occur?

- In what ways, if any, do OP préctiées in such activitieé
'-'.as EAA, the Credit Union, and the 1ike differ from standard procedures

used widely in the government? Have the legal 1mp11cat1ons of theJe

differences been examined?
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